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EXECUTIVE  SIRIMI 


This  report  addresses  the  difficulties  a rated  officer  will  encounter 
in  pursuing  a second  career  in  acquisition  management.  The  constraints 
imposed  on  this  type  of  career  by  the  Aviation  Career  Incentive  Act  of 
1974  (ACIA)  and  the  requirements  for  special  experience  related  to  program 
management  are  investigated. 

Three  basic  questions  are  explored  against  the  background  of  the  de- 
tails of  the  ACIA,  the  desired  areas  of  experience  deemed  necessary  for 
program  managers,  and  additional  constraints  of  recent  personnel  policies 
within  the  United  States  Air  Force  (USaF) . 

(1)  Can  a career  in  program  management  with  the  constraints  of 
the  "gate  system"  be  attained? 

(2)  If  the  career  is  possible,  how  should  it  be  managed? 

(3)  Are  rated  officers  really  needed  in  program  management? 

It  was  determined  that  it  is  possible  for  a rated  officer  to  make  the 
"gates"  and  begin  a career  in  program  management. 

Due  to  the  varied  experiences  desired,  the  changing  requirements  of 
the  program  management  field,  and  the  time  limitations  imposed  on  the  rated 
officers  by  these  directives  and  policies,  it  was  found  the  appropriate 
level  for  managing  this  type  of  career  would  be  the  kajor  Command  respon- 
sible for  acquisition  management. 

Although  determined  through  the  biased  view  of  a rated  author,  the 
desirability  of,  and  need  for,  rated  officers  in  program  management  was 
confirmed. 

During  the  course  of  researching  this  subject  a more  severe  constraint 
on  the  utilisation  of  rated  officers  in  career  areas  other  than  aircrew 


ii 


u -.j  -.v-  >-  *«4 


duties  was  surfaced.  The  rated  officer  in  non-rated  duties  within  the 
USAF  nay  be  non-existent  within  a couple  of  years  2'.-  a result  of  the 
■any  programs  being  implemented  to  reduce  the  current  surplus  of  rated, 
personnel.  It  is  strongly  reconnended  that  the  justification  for  rated 
officers  in  program  management  within  the  USAF  be  communicated  to  the 
Department  of  Defense  and  Congress  immediately  before  the  unanswered 
questioning  of  this  issue  eliminates  the  possibility. 
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SECTION  I 
INTRODUCTION 
Purpose 

Ok  31  Nay,  1974*  President  Hi  chard  k.  Nixon  signed  into  law,  Public 
law  95-294.  This  Act  is  entitled  the  "Aviation  Career  Incentive  Act  of 
1974"  and  is  known  as  the  "gate  system"  for  flight  pay  entitlement.  On 
26  November,  1974*  Deputy  Secretary  of  Defense  William  P.  Clements,  Jr. 
signed  Department  of  Defense  Directive  Number  3000.23  entitled  "System 
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Acquistion  Management  Careers"  which  established  the  policy  for  the  selec- 
tion, training  and  career  development  of  DOD  personnel  who  are  required 
for  the  management  of  major  defense  systems  acquisition.  (6: I)1  The  ob- 
jective of  this  study  project  is  to  determine  if  it  is  possible  under 
these  directives  and  the  services  implementing  procedures  for  a rated 
United  States  Air  Force  officer  to  pursue  a career  in  program  management. 

Goals 

Three  questions  were  addressed  in  the  course  of  this  research.  First, 
can  a career  in  program  management  with  the  constraints  of  the  "gate  sys- 
tem" be  attained?  Second,  if  the  career  is  possible,  how  should  it  be 
managed?  And  lastly,  are  rated  officers  really  needed  in  program  manage- 
ment? 


^This  notation  will  be  used  throughout  the  report  for  sources  of  quota- 
tions and  major  refirences.  If  two  numbers  separated  by  a colon  are  used, 
the  first  number  is  the  source  listed  in  the  bibliography  and  the  second  is 
the  page  number  in  the  reference,  a single  number  indicates  an  interview, 
briefing,  or  ' i her  source  as  listed  in  the  bibliography , 


The  basic  directives,  the  Aviation  Career  Incentive  Act  (ACIA)  and 
the  Department  of  Defense  Directive  (DODD)  3000.23,  apply  to  all  branches 
of  the  Armed  Services,  however,  this  r^ort  concentrates  on  the  United 
States  Air  Force  (7JSAF)  implementation  and  specific  examples  of  career 
patterns  apply  only  to  the  USAF  rated  officer.  Ceneral  implications  fer 
the  management  of  a rated  officer's  career  may  be  applicable  to  the  other 
nilitary  services. 


SECTIOU  II 


BACKGROUND 


The  Aviation  Carter  Incentive  Act  of  1974  has  changed  the  rules  under 
whioh  a rated  officer  is  eatitled  to  receive  aviation  career  iaoemtive  pay. 


Prior  to  the  enactment  of  this  law  a rated  officer  co\’ld  receive  flight 
pay  throughout  his  career  in  the  USA?.  The  amount  of  flight  pay  author- 
ized changed  with  total  service  hut  an  officer  could  draw  the  maximum 
flight  pay  for  his  grade  and  time  in  service  until  he  retired  from  active 
duty.  An  officer  was  not  required  to  perform  flying  duties  in  his  later 
years.  He  could  he  excused  from  active  flying  and  still  draw  .full  flight 
pay.  The  A CIA  is  a result  of  the  concern  expressed  by  the  news  media  arid 
Congress!  for  officers  receiving  flight  pay  and  not  flying. 

▲CIA  specifies  som:  "milestones"  that  a rated  officer  must  attain  in 


order  to  receive  continuous  flight  pay.  If  these  milestones  are  success- 
fully met  the  maximum  number  of  years  any  officer  can  receive  flight  pay 


is  now  25.  The  "milestones"  or  "gates"  as  specified  by  ACIA  are: 


Section  301a  (a)  (4)  "To  be  entitled  to  continuous 
monthly  incentive  pay,  an  officer  roust  perform  the 
prescribed  operational  flying  duties  (including  flight 
training  but  excluding  proficiency  flying)  for  6 of  the 
first  12,  and  11  of  the  first  18  years  of  his  aviation 
service.  However,  if  an  officer  performs  the  prescribed 
operational  llying  duties  (including  flight  training  but 
excluding  proficiency  flying)  for  at  least  9 but  less  than 
‘M  c,'  the  first  18  years  of  his  aviation  service,  he  will 
be  entitled  to  continuous  monthly  incentive  pay  for  the  first 
id  jd  rs  of  his  dficer  service."  ^12) 


The  rated  officer  in  the  USA?  must  also  remain  a "viable"  rated 
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resource.  This  has  been  interpreted  to  mean  that  the  rutod  officer, 
if  serving  in  other  than  a,  rated  duty,  must  be  returned  to  rated  duties 
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•very  three  to  five  years.  The  requirement  to  remain  "viable"  is  being 
strictly  enforced  by  the  USA?  Military  Personnel  Center  (USAFLPC). 

The  USA?  also  has  a Career  management  Program  for  all  officers.  The 

objective  as  stated  in  Air  Force  Manual  36-23  is: 

to  insure  sufficient  numbers  of  highly  qualified 
officers  are  always  available  to  assume  positions 
of  increasing  responsibility  and  scope  throughout 
the  Air  Force  and  the  Department  of  Defense,  i un- 
bodied in  the  career  management  of  the  rated  officer 
is  the  opportunity  to  broaden  his  career  into  other 
career  areas  through  the  "rated  supplement" . <1:4) 

The  rated  supplement  program  embodies  three  categories  of  rated  officers: 
some  qualified  to  augment  the  force  immediately  in  case  of  a contingency, 
others  that  would  need  to  go  through  u training  course  before  they  could 
replace  combat  crews,  and  the  controlled  rotation  portioa  which  is  a stable 
amount  during  peace  and  war  to  provide  continuing  career  development  for 
rated  officers.  The  majority  of  the  rated  officers  in  acquisition  manage- 
ment at  the  present  time  in  the  U3AF  are  in  the  second  category,  those 
which  would  need  to  be  trained  before  replacing  combat  crews. 

Air  Force  Systems  Command  (AiSC)  has  been  deeply  involved  in  acquisi- 
tion management  throughout  its  history.  The  development  and  assignment  of 
program  management  personnel  within  AF3C  is  & prinary  focus  of  their  per- 
sonnel policies  which  are  structured  in  accordance  with  the  guidance 
issuea  in  DODD  5000.23.  To  determine  the  types  of  experience  considered 
most  beneficial  for  potential  program  managers,  .S3 C under  Project  ACE 
(Acquistion  Cost  Evaluation)  surveyed  by  questionnaire  senior  officers 
who  were  connected  ~'.th  acquistion  management.  The  program  manager' j 
career  development  was  then  structured  in  accordance  with  the  findings 
of  this  survey. 
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Car— r Savior— at  for  Program  hanagers 


Following  tha  publication  of  DCS!)  5000.23,  tha  services  attempted  to 
determine  what  a car— r progr— slow  plan  for  potential  program  nanagers 
should  contain.  Aithin  tha  USaF,  AJSC  studied  this  career  field  and 
determine d so—  general  types  of  experience  dee— d to  be  most  essential 
for  a program  management  career. 

Prior  to  publication  of  DOSS  5000.23,  AESC  had  initiated  Project 
ACE  (Acquistion  Cost  Evaluation) . This  study  was  conducted  from  25  II arch 

1973  to  25  hay  1973  under  the  direction  of  Major  General  Henry  B.  Kuche- 

# 

man,  Jr.  The  study  found  many  "problems"  which  it  reported. 

These  "problems"  —re  not  all  "solved"  in  the  original  study  and 
many  /f  the  findings  have  since  been  studied  further.  ACE  Finding  48 
was  concerned  with  the  "Development  of  Experienced  Program  Managers". 

An  outgrowth  of  this  finding  was  an  opinion  survey  conducted  during 
March  1974  of  167  officers  from  within  AFSC.  Officers  surveyed  were 
chosen  from  program  managers  throughout  the  command  and  the  Generals/ 
Colonels  assigned  to  the  command.  Of  those  surveyed  81ft  or  136  officers 
responded  to  the  questionnaire.  "The  opinion  survey  was  designed  for  the 
single  purpose  of  determining  the  best  methods  for  identification  and 
career  development  of  those  officers  who  have  the  potential  for  progression 
to  responsible  positions  in  acquisition  *iaaigement."  (4:3-4) 

The  results  of  this  study  were  first  published  in  hay  1974 » and  the 
second  printing  now  out  is  dated  February  1975*  It  was  originally  pub- 
lished about  a half  year  prior  to  the  release  of  DODD  5000.23. 
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The  experiences  found  most  desirable  follow  (in  decreasing  order  of 


importance)  : 


(1)  System  Program  Office  (SPo)  assignment 

(2)  toasters  degree 

(3)  Professional  Military  Education  (IVE) 

(4)  Headquarters  USAF 

(3)  Plying  to  meet  gates  for  rated  officers 

(should  be  related  to  systems  acquisition  specialization 
if  possible) 

(6)  Second  system  program  office  assignment 

(7)  Research  and  Development  assignment  for  nonrated  officers 

(8)  Operational  experience  for  nonrated  officers 

(9)  SPO  related  assignment  (Air  Force  Plant  Representatives 
Office,  Deputy  for  Engineering) 


(10)  Headquarters  AESC 


(4*48-49) 


These  recommendations  have  been  translated  into  broad  areas  of  ex- 
perience desired  for  the  development  of  program  managers  within  AESC. 
These  general  areas  of  experience  are* 

R & D Project  Management 
Test  and  Evaluation 
Operational 

Procureraent/Oon tract  Administration/Production  Management 

Financial  Management 

Command  and  Supervisory  Experience 

Headquarters  AFSC/ Air  Staff 

Program  Management  ( 3) 
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In  addition  to  these  broad  experience  areas,  some  education  and 
training  was  determined  to  be  desirable.  Responses  to  the  questionnaire 
used  to  support  Project  ACS  Finding  48  found  there  was  overwhelming  support 
for  the  masters  degree  level  of  education,  with  an  even  split  between  en- 
gineering and  management  as  the  preferred  discipline.  (4*12)  As  noted  in 
the  general  areas  of  experience,  education  in  the  procurement  or  financial 
management  areas  rould  be  desirable.  Specialized  education  in  program 
management  is  a requirement  for  major  system  Program  Managers  as  stated 
in  DODD  5000.23. 

All  major  system  Program  Manager  candidates  should 
have  professional  education  at  the  Defense  Systems 
Management  School's  Program  Management  Course  (R.C) 
or  Executive  Refresher  Course  (ERC) , either  before 
or  shortly  following  assignment  to  a major  program 
office.  (6*3) 

4 

Impl i cations  of  the  Aviation  Career  Incentive  Act 

The  Aviation  Career  Incentive  Act  of  1974  (aCIa)  has  placed  an  addi- 
tional constraint  on  the  rated  officer  who  is  considering  a career  in 
program  management.  The  rated  officer  must  successfully  complete  several 
"milestones"  required  by  this  legislation.  The  primary  "milestones"  or 
"gates"  required  by  this  bill  are  to  complete  6 years  of  operational  fly- 
ing in  the  first  12  years  of  aviation  service.  (12) 

At  the  second  "gate",  the  18  year  point,  the  number  of  years  of 
operational  flying  determines  how  many  years  the  rated  officer  will  re- 
ceive aviation  career  incentive  (flight)  pay*  If  the  officer  completes  9 
years  he  will  receive  flight  pay  through  22  years  of  officer  service.  If 
he  completes  11  years  he  will  receive  flight  pay  through  25  years  of 
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officer  service. 

Operational  flying  is  differentiated  from  proficiemcy  flying  and  is 
basically  that  flying  performed  while  serving  in  assignments  in  which 
basic  flying  skills  normally  are  maintained,  ie  an  aircrew.  Proficiency 
flying  is  that  performed  while  serving  in  a job  which  does  not  require 
flying  skills  - such  as  duties  in  staff  positions  and  other  duties  as 
attendance  at  a professional  school  or  an  advanced  academic  degree  program. 

Within  the  USA?,  the  Military  Personnel  Center  (USAiiiPC)  has  added  a 
requirement  that  all  rated  officers  must  remain  "viable".  Viable  as  de- 
fined by  the  USAillPC  means  the  rated  officer  must  return  to  cockpit 
duties  every  three  to  five  years.  This  "viability"  is  currently  being 
strictly  enforced  by  the  USA?.  (2) 

A possible  method  to  relieve  the  effect  of  the  ACIA  with  its  "gate 
system"  on  getting  rated  officers  into  some  jobs  which  do  not  require 
"operational  flying"  is  to  request  legislative  relief.  However,  it  does 
not  appear  that  this  approach  would  be  favorably  received  by  Congress. 

As  mentioned  earlier,  it  seems  this  legislation  was  a result  of  the  con- 
cern in  Congress  for  the  number  of  officers  receiving  continuous  flight 
pay  and  not  flying.  A part  of  the  aCIa  bill  is  a requirement  for  the 
Secretary  of  Defense  to  report  specific  items  to  the  Congress  by  July  1 
of  each  year  as  follows: 

(e)  The  Secretary  of  Defense  shall  report  to  Congress 
before  July  1 each  year  the  number  of  rated  members 
by  pay  grade  who  - 

"(l)  have  12  or  18  years  of  aviation  service,  and 
of  those  numbers,  the  number  who  are  entitled 
to  continuous  monthly  incentive  pay  under  sub- 

, section  (a;  of  this  section:  and 
"(2)  are  performing  operational  flying  duties,  pro- 
ficiency flying,  and  those  not  performing  fly- 
ing duties.".  ^12) 


i 
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This  reporting  appears  to  strengthen  the  resolve  of  Congress  to  en- 
force this  hill. 

Tha  Air  Force  Magazine  reported  that  while  Congress  was  working  over 
the  Yi  76  budget  it  hit  the  services  hard  oa  flyiag  costs.  The  Senate 
Appropriations  Committee  was  quoted  in  language  adopted  by  the  entire 
Senate  as  stating: 


its  "long-term  goal  is  to  eliminate  proficiency  flying 
and  achieve  the  associated  economics  not  only  in  flying 
hour  and  maintenance  costs,  but  the  economics  that  would 
result  from  not  taking  away  from  an  individual's  primary 
duties  for  proficiency  flying."  (8:59) 


"legislative  relief"  does  not  appear  to  be  a feasible  alternative  at  the 
present  time. 


Additional  Career' Constraints 


In  addition  to  the  career  constraints  imposed  on  a rated  officer  by 
the  "gate  system"  *nd  the  experience  desired  for  a program  manager,  other 
limitations  on  how  and  when  an  officer  can  transfer  must  be  considered.  If 
the  officer  attends  the  Air  Force  Institute  of  Technology  (/JIT)  to  obtain 
an  advanced  academic  degree,  either  in  residence  at  aFIT  or  at  a civilian 
institution  under  .JIT  sponsorship,  he  will  receive  a directed  duty  assign- 
ment into  a field  which  will  use  the  degree  for  a period  of  three  to  four 
years.  This  directed  duty  coupled  with  the  length  of  the  AFIT  schooling, 
twelve  to  twenty- four  months,  will  impose  a definite  limitation  on  the 
officer's  career. 

Two  recent  developments  wi?il  also  effect  the  rated  officer's  career 
"mobility"  in  the  future.  As  a.  result  of  the  high  cost  of  moving  people, 
the  UdAF  is  attempting  to  lengtien  the  tours  of  its  personnel,  as  an 
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exnnple  of  this,  tha  current  policy  i*  the  USA?  is  that  am  individual  cam 
be  moved  when  h*  has  over  two  yssxs  ia  am  asrlgaawst,  however,  USAHlPC  is 


F 

I 
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screening  all  requests  for  transfsr  of  aayoma  with  lass  thaa  thraa  yaars 
oa  station.  This  screening  was  aot  an  aotivaly  pursued  ia  tha  racaat 
past* 


Tha  othar  policy  which  will  have  a dafiaita  offset  oa  “mobility”  is 
tha  aaw  systan  for  tha  USA?  Officar  Effectiveness  Report.  This  system 
inposes  a "quota"  oa  tha  aunber  of  officers  within  a grade  level  that  can 
receive  a "top"  rating.  This  new  rating  system  will  have  to  be  a major  corn* 
sideration  for  any  officer  who  plans  to  move  or  broaden  his  experience. 

A number  of  moves  at  inopportune  career  points,  resulting  in  a "new  kid 
on  the  block"  effectiveness  rating,  ie  a ’good  guy*  but  not  up-to-speed 
in  this  new  area,  will  have  to  be  considered  by  all  officers  in  contem- 
plating a move.  This  should  also  be  considered  by  those  who  are  monitoring 
the  career  of  the  officer.  Career  broadening  is  desirable  for  a career, 
but  a move  at  the  wrong  time  could  conceivably  be  more  harmful  under  this 
new  "quota"  system. 

A last  consideration  is  when  or  how  should  a rated  officer's  career 
be  structured  to  meet  his  "gates"  and  get  the  desired  program  management 

experience,  a recommendation  of  the  ACE  Finding  48  study  was: 

Rated  officers  identified  for  potential  progression  to 
level  acquisition  management  positions  should  spend  all 
nonflying  tours  in  assignments  dJ  rectly  related  to 
acquisition  management.  The  morv  desirable  the  assign- 
ment, the  better. 

The  available  tine  in  supplement  tours  (7  years  in  the 
first  18  years  of  service)  should  be  split  between  junior 
and  intemidiate  levels  with  an  intervening  rated  tour  or 
tours.  Alternative  -.ethods  of  obtaining  desirable  ex- 
perience and  quali  fxc;.tions  (e.g. , relevant  off  duty 
education  and  correspondence  R.E)  should  be  encouraged.  ^ 4s 46 ) 
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This  recommendation  noted  that  there  arc  save*  years  available  in  tha 
first  eighteen  yaars  of  aviation  sarvica  to  accomplish  tha  dasirad  caraar 
development  areas.  However,  adueatioa  and  training  rjouirementa  taka  time, 
«.g. , 12-24  months  for  an  advanced  academic  degree  plus  additional  time 
for  BiE.  Although  this  recommendation  encouraged  attending  a. E by  corre- 
spondence , tha  selection  procedure  used  in  the  USAF  to  determine  those 
officers  deemed  to  be  qualified  for  R\E  leads  one  to  conclude  it  would  be 
in  the  officer's  best  interest  to  attend  in  residence  any  RtE  course  he  is 
selected  for.  BE  attendance  in  the  first  18  years  should  include  the 
Squadron  Officers  Course,  3*4  months  of  "non-gate"  tine,  and  an  inter- 
mediate school,  6-12  months  of  "non-gate"  tine.  The  intermediate  schools 
could  bej  Air  Command  and  Staff  (ACSC) , 12  months;  Armed  Forces  Staff 
College,  6 months;  the  Defense  Systems  Management  School  (DSMS) , 6 months; 
another  service's  school;  or  perhaps  two  of  these  intermediate  level  courses 
DSMS,  a requirement  for  a program  manager's  career,  can  replace  another 
intermediate  level  school,  but  normally  an  officer  selected  to  attend 
an  intermediate  school  and  DSLlS  attends  both.  Tors  could  mean  up  to 
18  months  of  "non-gate"  time  for  intermediate  level  HU. 

A Rated  Program  Manager  Career? 

In  answer  to  the  first  question,  it  is  possible  for  a rated  officer 
to  meet  his  flying  gates  and  accomplish  a portion  of  the  career  develop- 
ment desired  for  a program  manager,  appendix  I depicts  3 possible  career 
patterns  and  many  other  variations  are  possible. 

The  first  career  pattern  assumes  an  officer  '.4th  an  advanced 
academic  degree,  masters  or  equivalent,  obtained  either  prior  to  flight 


tr/lning  or  during  off-duty  tin*.  This  patters  shows  the  first  six  years 
im  operational  flying  duties,  the  aext  four  years  in  Research  aad  Develop- 
aemt  or  acquisition  management  related  duties,  them  a five  year  tour  im 
flying  duties*  This  would  complete  11  years  of  rated  "gate”  tine  aad 
there  would  still  he  tine  for  the  officer  to  ai  t'ind  BIB  (USilS  a good 
possibility)  enroute  back  to  acquisition  management  duties. 

The  second  patten  assumes  an  officer  without  a masters  degree.  This 
pattern  has  the  first  6 years  again  spent  in  operational  flying  duties, 
the  next  assignment  ia  AFIT  followed  by  a tour  in  R & D/acquisition 
management  related  duties  returning  to  operational  flying  at  the  eleveath 
year.  A flying  tour  then  of  3 years  followed  by  a Br-E  tour  and  return 
to  R & D type  duties  would  get  She  rated  officer  through  9 years  of 
operatioaal  flying  and  entitle  hin  to  continuous  flight  pay  through  the 
22nd  year. 

The  third  pattern  »lso  includes  obtaining  an  advanced  academic 
degree.  This  pattern  show  the  first  6 years  in  operational  flying,  the 
next  four  years  ia  AF1T  and  RAD  related  duties,  returning  to  operation- 
al flying  duties  after  the  10th  year  and  finishing  BJ3  (other  than  DSti>) 
during  this  period  but  remaining  in  operational  flying  duties  until  com- 
pleting the  l6th  year.  Inis  would  enable  the  officer  to  attend  S3KS  on 
his  >«y  back  to  tt  & D aad  have  11  years  of  operational  flying  credit. 

As  an  alternative,  the  operational  flying  following  the  first  B:E  course 
could  be  in  an  aFSC  Test  and  Evaluation  organization  where  the  experience 
would  then  be  in  that  desired  for  program  management  and  still  be  an 
operational  flying  tour. 

The  rated  officers  in  AESC  which  occupy  the  majority  of  the  operation- 
al flying  positions  at  the  test  centers  are  test  pilots.  Test  pilots  can 


and  should  be  used  in  Che  program  management  career  field.  Their  utili- 
sation in  this  area  is  the  subject  of  another  study  by  Lt.  Col  John 
Schoeppner,  a student  in  DS&S  il'C  76-1.  There  are  however,  operational 
flying  positions  within  APSC  which  car,  be  filled  by  a rated  officer  who 
is  not  a test  pilot. 

Career  Management  Level? 


USARiPC  is  responsible  for  managing  the  careers  of  all  officers  in 
the  USAF  up  to  and  including  the  Lieutenant  Colonel  rank.  A part  of 
U3AIMPC  is  dedicated  to  managing  the  rated  officer  force.  This  rated 
force  management  includes  the  "rated  supplement".  The  rated  supplement 
is  made  up  of  rated  officers  occupying  positions  in  non-rated  duties. 
Although  the  careers  of  all  rated  officers  in  the  USAF  and  the  overage 
are  managed  by  USAJkPC,  the  progran/acquisition  management  officer's 
careers  are  currently  managed  at  the  MaJCO*;,  AfSC,  level,  a system  which 
could  identify  rated  officers  with  potential  for  acquisition  management, 
look  after  their  return  to  flying  duties,  place  them  iu  career  growth 
positions,  and  monitor  their  progress  would  certainly  be  a great  help 
towards  ensuring  the  proper  utilization  of  these  officers. 

The  identification  of  potential  program  managers  in  the  Captain  to 
Lieutenant  Colonel  ranks  has  been  considered  not  only  possible  but  a 
recommended  method  of  identifying  officers  to  insure  their  career  develop- 
ment in  the  manner  desired  for  acquisition  managers.  (.4: 5-5 » 48)  It  seems 
that  with  the  overwhelming  numbers  of  officers  which  must  be  tracked 
through  the  personnel  system  at  U3AH.PC  the  best  control  of  this  relatively 
small  number  of  officers  in  acquisition  '-•'.arugemrnt  would  ce  at  the  t.AJCCI. 


level.  This  level  could  keep  up  with  the  changing  requirements  in  the 
career  patterns,  and  be  able  to  respond  in  a timely  manner  to  the  needs 
of  program  management. 


The  management  of  the  career  of  the  rated  officer  in  acquisition 
management  should  be  in  the  same  manner  as  other  officers  in  this  field, 
with  his  return  to  rated  duties  being  governed  by  USAF  policy,  but 
manage  i by  the  KA<TCCH  responsible  for  the  careers  of  the  acquisition/ 
program  manager.  Following  the  completion  of  the  required  tour  of  op- 
erational flying  the  rated  officer  should  be  returned  to  the  kAJCOH  for 
assignment  in  the  program  management  career  field. 

Need  For  Hated  E-rpertise? 

4 

The  third  question  was  intentionally  left  until  last.  If  the 
answer  was  no — the  rest  of  the  report  would  be  meaningless.  This  is 
the  question— are  rated  officers  really  needed  in  program  management? 

Thin  question  addresses  an  area  which  has  been  generally  accepted,  but 
never  really  studied  or  defended.  The  USAF,  being  the  service  that 
"flies”,  has  expected  rated  officers  to  be  in  all  phases  of  Air  Force 
leadership  wad  the  need  for  a rated  officer  in  a management  position  has 
been  generally  accepted. 

Weapon  systems  developments  in  the  USAF  are  in  many  instances  direct- 
ly related  to  the  flying  mission.  The  involve nent  of  the  user  commands 
in  specifying  the  requirements  for  a weapons  system  has  been  emphasized 
in  many  classes  on  program  management.  The  essential  of  evaluating 
changes  in  performance  or  requirements  would  seem  to  be  best  accomplished 
by  the  active  involvement  of  people  with  operational  expertise  in  a similar 


system.  One  author  noted: 


The  lack  of  fighter  pilots  in  AF3C  creates  - problem 
for  the  Air  Force  and  for  the  Tactical  Air  Goan and  in 
that  the  rated  positions  involved  in  the  development  of 
tactical  weapon  systems  are  not  being  filled  by  currently 
qualified  fighter  pilots,  and  many  of  the  position.*  are 
not  even  filled  by  fighter  pilots.  (10:85) 


Some  examples  of  development  problems  were  cited  by  this  author  with 


one  being  highlighted  that  occurred  with  a warning  device  .ur  an  air- 


craft— 


The  problem  developed  because  the  operational  personnel 
who  submitted  the  requirement  for  a minimum  range  did 
not  realize  that  from  an  antenna  design  viewpoint  they 
were  driving  peak  detection  range  to  unacceptable  limits. 
The  technical  experts,  who  very  early  in  the  design  phase 
understood  what  the  detection  range  would  be,  did  not 
realize  the  operational  impiicatiors.  (10:85-^6) 


This  type  of  misunderstanding  might  hs.ve  b„'en  avoided  if  an  operation- 


ally experienced  nan  had  been  involved.  Certainly  there  are  additional 


examples  of  not  really  knowing  what  the  user  wanted  but  designing  the 


assumed  system  to  the  utmost  degree  of  sophistication. 


The  extreme  ingenuity  of  this  system  rather  blinds  one 
to  its  utter  uselessness.  (11:32) 


In  support  of  having  rated  officers  in  program  management,  their 


operational  experience  would  contribute  expertise  to  the  program  office. 


A study  on  effective  management  in  project  management  type  organizations 


by  Dr.  H,  J.  Thamhain  and  Dr.  D.  L.  rtilenan  found  the  influence  methods 


used  by  project  managers  to  gain  support  from  project  personnel  included 


expertise. 


Taken  together,  project  managers  feel  that  they  can 
enhance  the  support  received  from  subordinates  and 
assigned  project  personnel  if  they  emphasize  work 
challenge,  expertise,  and  formal  authority.  (I3*33j 
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A limitation  on  the  use  of  expertise  by  project  managers  is  also  noted: 

These  results  indicate  that  expertise  and  authority 
assir*  the  project  manager  in  gaining  support  from 
prowj.t  personnel  if  the  personnel  respect  the  manager's 
expertise  and  believe  he  has  authority  which  has  been 
properly  delegated.  On  the  other  hand,  it  appears  that 
if  project  managers  overly  emphasize  their  own  expertise 
and  stress  their  authority  as  a primary  influence  method, 
conflict  tends  to  increase.  03*38) 

This  leads  to  the  conclusion: 

Project  managers  need  to  use  their  expertise  judiciously. 

If  overused,  it  can  be  detrimental  and  demotivating  to 
project  participants  since  it  may  discount  their  contri- 
bution; expertise  which  is  wisely  used  can  be  important  in 
developing  respect  and  support  for  project’ managers.  (13:3'/) 

Expertise  is  a useful  influence  base  for  project  management  suoject 
to  the  limitations  of  most  styles— use  it  wisely! 

The  most  outspoken  support  of  the  i*ted  officer  in  program  management 

was  found  in  the  Project  ACE  Finding  48: 

The  unquestioned  desirability  of  rated  officers  in  program 
management  was  frequently  mentioned.  In  addition  to  the 
obvious  need  for  related  operational  experience,  many  officers 
mentioned  another  characteristic  of  rated  duty  that  carries 
over  to  acquisition  management.  As  a group,  rated  officers 
have  a talent  for  decision  making  under  uncertainity.  Al- 
though academic  courses  can  be  taken  in  decision  theory 
under  uncertainity  or  with  limited  information,  management 
directors  who  were  interviewed  valued  the  emergency  reaction 
capability  to  make  potential  life  and  death  decisions  that 
comes  with  rated  crew  duties  and  training.  (4*14) 

In  this  fast  moving  world  of  program  management,  there  may  be  a trait 

in  addition  to  operational  expertise,  which  can  be  found  in  the  rated 

officer  that  would  enhance  his  contribution  to  this  management  area. 

with  the  current  emphasis  of  "credibility”,  particularly  in 
defending  weapon  systems  acquisitions  before  Congressional  committees, 
can  the  U3AF  maintain  its  credibility  and  have  other  than  a rated  officer 

manage  and  defend  its  aircraft/ airborne  systems  to  the  public? 
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It  is  this  author's  conclusion—  biased  as  it  probably  is,  but  support- 


ed by  these  references — that  a rated  officer  is  needed  in  program  manage- 


ment in  the  Air  Force  and  can  contribute  in  many  positive  ways  to  the 


effective  management  of  weapon  systems  acquisitions. 


The  Real  Problem} 


While  researching  this  subject  a briefing  was  attended  which  high- 


lighted an  even  bigger  problem  to  getting  rated  officers  into  program 


management,  or  for  that  natter,  any  field  other  than  operational  flying. 


The  guidance  issued  by  the  Dep?rtment  of  Defense  to  be  used  in  this  cycle 


of  the  Planning,  Programming,  Budget  System  (PPBS)  for  submitting  the 


USAF  Program  Objective  Memorandum  (KSh)  for  the  FY  78  budget  has  elimin- 


ated the  possibility  of  justifying,  or  explaining,  any  rated  officers  in 


a "rated  supplement”  type  of  job.  The  USA?  currently  has  about  5500  rated 


officers  ..n  the  drawdown  portion  of  the  rated  supplement,  those  that  would 


need  to  be  trained  before  they  could  replace  a crewmember  that  was  in  com- 


bat, and  of  that  number  about  2500  are  in  APSC.  The  overall  number  doe3 


reflect  a surplus  of  rated  officers  in  this  category  which  if  eliminated 


would  bring  AFSC's  share  of  the  rated  supplement  down  to  approximately 


1500  rated  officers.  The  BOD  guidance  to  eliminate  the  supplement  com- 


pletely will  reduce  APSC's  rated  officer  authorizations  by  approximately 


this  number.  Most  program  management  offices  do  not  have  "operational 


flying”  positions.  Therefore,  thi3  could  preclude  a rated  officer  from 


entering  the  program  management  field  until  the  18-20  year  point  in  his 


career.  The  guidance  on  personnel  management  contained  in  I)CDD  5000.25 


is  very  explicit  on  the  use  of  this  type  individual  in  program  management. 


Colonels/Captains  or  civilian  equivalents  should  not  be 
considered  for  assignment  as  Program  Managers  unless  they 
have  had  program  nnnegenent  or  system  acquisition  experience, 
to  include  one  or  sore  assignments  to  a program  office.  (6:4) 

The  USA?  has  implemented  plans  to  reduce/eliminate  the  surplus  number 
of  rated  officers  currently  in  the  personnel  inventory.  Early  releases 
from  duty  for  some  pilots,  removal  from  flying  status  for  those  officers 
within  two  years  of  an  established  date  of  separation,  and  a reduction  in 
the  number  of  pilot  and  navigator  training  graduates  are  some  of  the  pro- 
grams being  used  to  pare  down  this  rated  surplus.  The  reduction  in  the 
number  of  officers  being  trained  is  significant  enough  that  within  a min- 
imum number  of  years,  approximately  two,  the  number  of  rated  officers  on 
duty  will  be  equal  to,  or  below,  the  number  of  operational  flying  positions 
projected  for  the  USA?  personnel  structure.  This  reduction  will  eliminate 
the  "rated  supplement"  and  does  appear  to  be  a solution  for  eliminating 
the  rated  officer  surplus.  A discussion  of  these  programs  and  their  im- 
pacts is  contained  in  the  April  1976  issue  of  Air  Force  Magazine.  (8:56-59) 
The  significance  of  these  plans  to  reducing  the  number  of  rated  officers 
in  the  program  management  career  field  is  obvious.  Without  a justification 
supporting  the  need  for  rated  officers  in  this  field  there  will  be  no  way 
to  obtain  rated  officers  until  completion  of  their  operational  flying 
career.  As  indicated  earlier  in  this  paper,  it  does  not  appear  that  the 
need  for,  assignment  of,  or  value  to,  a program  management  office  of  a 
rated  officer  has  ever  been  questioned.  Now  Congress  through  passing  the 
aCIA  with  its  reporting  provisions,  and  its  expressed  disdain  for  pro- 
ficiency flying,  has  questioned  this  issue.  DOD  has  responded  by  issuing 
guidance  which  eliminates  the  currently  used  justification  for  having  some 

rated  officers  in  "non-rated  duties",  e.g.  eliminate  the  rated  supplement, 
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thereby  it  has  also  questioned  this  issue.  The  USA?,  and  AFSC  in  particu- 
lar, need  to  justify  retaining  rated  officers  in  the  program  management 
field  now;  or  the  unanswered  questions  will  eliminate  the  possibility. 

A first  step  must  be  made  within  A?SC  to  justify  at  least  a nominal 
percentage  of  its  officer  strength  as  requiring  rated  expertise.  The 
changing  needs  of  project  offices  for  rated  expertise  may  preclude  ever 
justifying  specific  positions  as  requiring  a rated  officer.  However,  an 
interest  in,  and  justification  of,  the  rated  career  in  program  nanagemen 
must  be  communicated  by  AFSC  and  the  USA?  to  DOD  and  Congress  immediately 
or  the  rated  officer  in  program  management  will  become  extinct. 


cr 


The  general  areas  of  desired  experience  which  have  been  determined 
to  be  necessary  for  the  training  of  potential  program  managers  in  the 
USAF  were  used  as  a basis  for  evaluating  the  career  plan  for  a rated 
officer. 

The  ACIA,  with  its  system  of  " gates”,  will  remain  as  a limitation 
on  the  career  opportunities  for  a rated  officer  in  tue  future.  The  thought 
of  suggesting  legislative  relief  for  this  career  is  posed,  but  determined 
not  to  be  a feasible  alternative  at  this  time. 

Against  the  background  of  the  details  of  the  ACIA,  the  areas  of  ex- 
perience and  training  courses  necessary  for  program  managers,  and  the 
additional  constraints  of  recent  USAF  personnel  policy  actions,  the 
following  conclusions  were  determined. 

(1)  It  is  possible  for  a rated  officer  to  meet  his  flying 
"gates"  requirements  and  also  begin  his  career  develop- 
ment for  a second  career  in  program  management.  Three 
possible  career  patterns  were  discussed  for  officers  with 
varying  training  needs. 

(2)  The  management  of  the  career  of  the  rated  officer  in 
acquisition  management  should  be  in  the  same  manner  as 
other  officers  in  this  field.  His  return  to  rated  duties 
would  be  governed  by  US  A3?  policy,  but  the  timing  managed 
by  the  hAJCCl.  responsible  for  the  careers  of  the  acquisi- 
tion/program manager. 

(3)  As  determined  through  the  biased  view  of  a rated  author, 
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the  rated  officer  is  needed  in  program  management  in 
the  USA?  and  can  contribute  in  many  positive  ways  to  the. 
effective  management  of  .veapon  systems  acquisitions. 

During  the  course  of  researching  this  subject  a more  severe  con- 
straint on  the  utilization  of  rated  officers  in  career  areas  other  than 
aircrew  duties  was  surfaced.  The  rated  officer  in  non-rated  duties 
within  the  USA?  may  be  non-existent  within  a couple  of  years  os  a result 
of  the  many  programs  being  implemented  to  reduce  the  current  surplus  of 
rated  personnel.  It  is  suggested  that  a first  step  be  made  within  AFSG 
to  justify  at  least  a nominal  percentage  of  its  officer  strength  as  re- 
quiring rated  officer  expertise.  An  interest  in,  and  justification  for, . 
the  rated  officer  in  program  management  must  then  be  communicated  by  the 
USA?  to  the  1)03  and  Congress  immediately  or  the  rated  officer  in  program 
management  will  become  extinct! 
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11  years  flying,  6 years  R£D,  1 year  PI/J3, 


Pattern  II 


, AAD/R&D  FLY  . .m2.  c MD 

'O**  | I MB«a*ai»ak  | A<a«a  | 


9 years  flying,  3 years  degree  and  RiE,  6 years  H&D. 


Pattern  III 


FLY 6__AAD/MD__1 FLY RE FLY__1  g^DSwS/H&D 


11  years  flying,  3i  years  degree  an<*  RE,  3£  years  MD 
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